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DD/A 75-1027

MEMORANDUM FOR: Deputy Director for Intelligence

SUBJECT : Proposed Management Structure and Allied
Matters Concerning Preject SAPRE

i. This memorandum presents for your ceasideration both =
nensgoment structure and long-term adainistrative comsiderations
which relate to the Central Refersace Sexvice propossl that the
Gffice of Joint Computer Support of the Directerate of Administra:is
assume responsiblility for the systems development and eventual epera-
tion of your sutomsted saslytical facility referred to as project 3I\FE,

2. ?aa-nnnxénnant structure is designed te provide high-level
participation by CRS personmel in srcas vital te their intsrests,

while, at the saue time, easuring 0JCS zansgement trgl over éasifz

snd implementation. sgctiflzally. Mr. CRS, 12 propcsilTINTL
s t 3ircctorlﬁﬁﬁ3;

as the candidate for t of Assistant Projec

STATINTRssting, and Mr. CRS, is propesed to lead the Projsct

Centrel office. Attached to this memorandum is san organizational sche-
matic of the proposed msnmagement structure, a pessible msnning tablo
for the structure, sz ideatification of responsibilities for the rei-
ior positions, a list of possidle assisting comtractors, and biggrauhic
data on :0rtain potential significant personnel.

3. With regard te selection of personnel, emphasis was placed o
personnel with sieclulitias and demonstrated performance in siail:r
positions. Special consideration was given to the selection of t¢p
level management personnel, resumes of whom can be found In the atiuci-
meats., Also, the personnel selected can be readlly processed for tie
spacial security clearances required. This is essential if the srsiect
organization is te be formed without unacceptable delays which comidl
sdversely impact the laplementation scheduls.

4. The size of the project cffice will vary, depending upon
the manner in which we decide to use contractual services. The
level of additional contract support persoansl Ras not been sstimstid.
Certain OJCS and CRS personnes)l have bdeon Sdentified as candidates for
soms positions on the SAPE project. If the OJCS peeple are assigsec,
we wonld need to retzin their current slots and fi1l them with perscanel
frem our career servics or employment gipcliaa. As meationed before, I
do not believe we can provide any of the SAPE pesitions from the c¢iirent
GJCS Table of Brg:gi;atian. it is also possible that CES pesrsoanc!
assigned to the Preject office may require replacement slots.

§. It would appear obvious that any agreement between us 3u ile

sssignment of management responsibility for the development and op:1a-
tien of SAFL should be made known to the Directer. It is of equal
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and mandatory significance that at that time the Director be made
aware of the totality of the scops in undertaking the developamexnt
of SAPE, as well as the fact that there are two other Rajor matters
of considerstion now present that bear on 0JCS as discussed in reyg -
graph 9 below.

6. It is the considered and studied opinion of OJCS that ¢
developmental phase for the varieus hardware/software modules thit
make up SAFE nag well span a five-year periocd. A xinimum of 17 ;ta:f
positions will be needed for development of SAFE. The total of 17

acludes 4 identified positions, along with thelir eccupants pres:stiy
in CRS of DDI. We would expect the pesitions and the incumbents to be
transferred to OJCS. The additional 13 positions, along with th:
necessary ceiliagi are non-sxistent and this Directorate has neo «aps-
bility of furnishing the ceilin « At the time the system is ful. ¥y
operational, it is the curreat gudganat that it will take a tota: a¢
30 people to ensure its operation. To reach this total, the 13 5osi-
tions hers discussed will be recast to other duties and sncumber:.l
with different types of talents, Seveatesen additional positions will
then 5130 be Recessary to make the total of 308. It is urther e -
visioned that as the System modules become operational, we will ! ave
to phase in these 17 positions to eperste and maintsin them. Tas
incumbents of these positiens will be imvolved in operating the so'tware
and hardware and the maintenance of the software/hardware and extensive
nunbers of terminals. These positiens will have to be phased i nuar
the end of the five-yesr developmental period. In giving approve! to
proceed with SAFE development, therefore, the Director sust be asdo
avare that he is ceacomitantly approving an immediste personnel
increase of up to 17 positions with an sventual iacresse to 30, ver
the long runm, accordingly, increased Agency payroll costs for S5.iF:
will eventually resch a minimum magnitude of $300,000 per year.

7. Immediate and eventusl space considerations are also inv:lved.
No available space currently exists to house the 17-parson SAFE dasvel-
opaental uait and the hardware. It probably can be srranged withis =
reasonable period of time, but that act 1tself will facur an adei:{ona:
investment in funds. It is impossible st this time, for a variety of
reasens, to define the ultimate characteristics of needed space wian
SAFE becomes an oa-going operation. We cannot, at this time, idestify
the type of hardware that wiil eventually be used, but inasamuch a-
additional heavy-duty Computers will undoubtedly be fnvolved, we nar
also be faced with exteasive utility expansion and upgrading to exsare
nacessary envirommentsl conditions. OJCS estizmates they could mala a
beneficial start on SAFE devolopment with six weeks of receipt of
sppraiié, and, sccerdingly, the immediate space problem must scen Ho
attacked.

8. Budgetary matters should alsec be discussed with the Dirscior.
If OJCS/DDA assumes SAPE develoepment and responsibility, then it
appears logical that they must assume the budget preparation and
exscutien rcsgonsibzlity._ This is not necessarily s welcomed deveiop-
ment by this Directorate inasmuch as we are also carryiag the budgeted
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monies for both CAMS and TADS nutunat;d systen development anc
such steps continue to swell the size of the Diractorate budzet
for purposes not organic to the Directorate itself. The Directcr

should bo made aware that the current budget planning figusas
of some aillion lacks, for understandable reasons, credibilirs.
¥ith the aImost conmplets lack of definitiveness of both softwarc

design and hardware equipment, it is not reasenable te assume tha-

& credible figure could now be devised. The problem of overaull cost
estinmate is also exscerbated by the comtinuing inflationary prolios
that is with us and that, in tura, could be worsened if the develop-
ment period is stretched out longer than now eavisioned.

2. In preseating and discussing this matter with the Dirsctior,

I would alse feel under obligztion to ensure that he understands two

current but unrelated matters that bear on OJCS. Based on the kacwn
and reasonably predicted incressed workload of 0JCS, nmot includi g
SAFE, this Dirsctorate currently has s request peadin asking +h:
Pirector to obtain a reserve release of $4.6 millton for expansis:e
and upgrading of 0OJCS. Secondly, there are many of us of the opinion
that when this calendar ye&r of investigations is behind us, the's is
# high probability of a massive file systen restructureing of th.
Agency. Should this eventually come to fruition, it is an addit anal
workload on the talents and resources of 0JCS.

10. The Directorate position, to preseat » sumnation, is as
follows, ¥e are prepared to favorably respond to the CRS pPropes: i
to assume responsibility for the development and operation of SAI:.
We do so, however, with the understanding that it {s a mRajor sysiaas
development and feel it incumbent upon us to make the Director avare
of the totality of the innediate and long-range resources require -
aents lnvolved to the degres that we cam now identify them. ‘e rust
also be aware that SAFE, in essence, is a stand-alone system and tiat
there are other concoaitant needs for OJCS which must receive equs’
snd current attention.

John F, Blake
Dopntyfnlrcctar
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